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Executive Summary 
 
Art Nor AS is a Norwegian producer of sous-vide seafood products. The company 
currently employs 20 people. The company considers the northern part of Norway 
its main market and is currently looking to internationalize its business. In that 
concern we have been asked to perform a market survey to determine key 
characteristics of the French market for sous-vide seafood and give our 
recommendation for a potential market entry in France. 
 
We have conducted an external analysis and determined the environmental 
influencing factors that the actors in the industry have to relate to in their activity. 
We have performed a competition analysis and determined the structure in the 
competitive market and the external analysis suggests that the French market is 
highly competitive with a protectionist behavior from the government. 
 
Furthermore we have determined the international capabilities of Art Nor through 
a value chain analysis and using the Good Export Circle. Through our analysis we 
suggest that Art Nor’s international capabilities are limited compared to the vast 
majority of the competition. Based on the external and internal analysis Art Nor 
should position itself as a niche actor in the French market. 
 
The segmentation we have performed determines Art Nor’s primary market to be 
middle segment entities in the HoReCa market that has a more local purchase 
behavior. The internal capabilities of Art Nor, its vision for the 
internationalization process and the external factors suggest an entry strategy 
based on minimal FDI without local production. Based on this characteristics Art 
Nor will have four possible entry strategies to serve the chosen segment. These 
are Export- distributor, importer, agent and direct sales representation. We have 
determined that an entry strategy based on representation by agent will be the 
most beneficiary in Art Nor’s case. It will provide the company with an already 
existing market network, reduce the contact points for the company and reduce the 
necessary requirements for foreign direct investment. 
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1.1 Background information 
 
The project we have undertaken is the concluding part of a Bachelor’s Degree in 
International Marketing at the Norwegian School of Management and Bachelor of 
International Business on the Franco-Norwegian Program at Grenoble Graduate 
School of Business. The project is written on behalf of Art Nor AS. 
 
Art Nor AS is a Norwegian producer of pre-prepared seafood products for the 
hotel-, restaurant- and catering industry (HoReCa market). The company is 
currently interested in continuing their international expansion, and has therefore 
asked us to perform a market survey on their behalf. Due to sensitive information 
about the company a confidentiality agreement has been signed in order not to 
disclose any sensitive information that is vital to Art Nor’s competitiveness. The 
research objective of the project is to determine the market structure and dynamics 
of the French HoReCa market for pre-prepared seafood products and develop 
strategic options and recommendations based on the results of the analysis. 
 
Art Nor AS was established in 1995 and is located at Senja, a small island 
community in the northern part of Norway. The first year the company employed 
4 people and the current number of employees is 20. The company produces 
products for the HoReCa market under the label “Kokt&Klar” and is currently 
looking to internationalize parts of its product line. The products are based on 
local high- quality raw material and are customized for cost and time efficient 
cooking. The products are made with the sous-vide production method that 
conserves the nutrition, novelty and ensures long storage capability for the 
consumers. The long storage capability is beneficiary when it comes to the export 
and distribution of the products. The philosophy and objective of the organization 
is that the products are to be experienced equal to fresh products when they are 
served to the final consumer. 
 
The products are based on different types of fish like1: 
• Salmon 
• Saith 
                                                 
1 See appendix VII for a complete product list 
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• Clipfish 
 
The products are processed in a production facility of 3500 m² with a new cooling 
facility, new packaging- and new conservation line. The sous-vide production 
method is performed by the rinsing of the raw material before it is wrapped in a 
special plastic film and boiled. Then the product is cooled down to 4° Celsius and 
preserved in frozen condition until distributed to the distributors and the 
consumers. The benefits of the production method is that the products maintain 
their natural consistency, taste and aromatic characteristics without having to add 
conservation substances like salt or E-substances. 
 
The main market for Art Nor AS is the professional market in the north of 
Norway and it currently enjoys a strong position in this market. The target 
audience in this market is medium to large institutions and the grocery store 
market. Art Nor has a strong focus on the northern part of Norway and the social 
responsibility of contributing to the increase of local raw material. The company 
is a respected actor in the industry and has close relationships with experienced 
distributors in the Norwegian market. 
 
Art Nor’s vision for the European expansion of its seafood product line is  
 
”for institutional chefs and purchasers in Europe to recognize Art Nor’s sous- 
vide seafood products as amongst the best tasting and purest on the market”. 
 
The company will use its capabilities and proximity to its raw material to produce 
pre-prepared seafood products of unique quality for the European market. The 
company plans to use its geographical location as a marketing feature and unique 
selling point. The prognoses for the international sale are estimated for 2009 with 
a 45% increase for 2010 and the marketing budgets are progressively accustomed 
to the selling objectives.  
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1.2 Problem definition 
 
Derived from the information and guidelines from Art Nor, we have formulated 
the following problem definition: 
 
”What characterizes the French market for pre-prepared seafood products, what 
would be the key success factors for Art Nor upon entering this market and what 
would be the most beneficiary entrance strategy for the company?” 
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Literature overview 
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We have chosen a number of models that we believe are suitable for describing 
the market dynamics and composition. The theoretical frameworks and strategic 
tools we have chosen to use are: 
 
• SWOT analysis 
• PEST analysis 
• Key Success Factors 
• Strategic Group analysis 
• Porter’s Five Forces 
• Value Chain analysis 
• Model for strategic choices in international markets 
• Strategic Problem Definition (SPD) 
• The Good Export Circle 
 
 
2.1 SWOT 
 
SWOT2 is a strategic model used to describe and illustrate the internal and 
external factors that influence a company. The acronym stands for: Strengths, 
weaknesses, opportunities and threats. The tool’s differential is what is within, 
and what is not within the control of the management of the company. Strengths 
and weaknesses are related to internal aspects of the company, while opportunities 
and threats are related to the external environment influencing the market 
structure and the market participants. A SWOT analysis is a rather simple tool in 
order to determine the internal and external factors concerning a business and an 
industry. It requires only a single level of analysis, and does not prioritize the 
different factors. Therefore we will also conduct a PEST- analysis to elaborate on 
the external factors concerning the French market and a Value Chain- analysis to 
reveal the internal competencies of Art Nor. Instead of using only a SWOT, we 
will use the tool to summarize and simplify what we find most relevant and 
influential for the French market and Art Nor as a possible future actor in this 
market. We will also use the SWOT to state a clear view of what advantages Art 
Nor might benefit from and what opportunities they might not be able to pursue. 
                                                 
2 Strategic Management and Business Policy: 138 
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2.2 The PEST analysis 
 
The PEST3 analysis tool is used in the early stages of an analysis of a target 
industry of market. It covers the macroeconomic factors that influence the target 
analysis area. It also enables us to identify key drivers of change in the industry or 
market. The acronym stands for: 
 
• Political 
o tax policy 
o employment laws 
o environmental regulations 
o trade restrictions and tariffs 
o political stability 
 
• Economic 
o economic growth 
o interest rates 
o exchange rates 
o inflation rate 
 
• Social 
o health consciousness 
o population growth rate 
o age distribution 
o career attitudes 
o emphasis on safety 
 
• Technical 
o R&D activity 
o automation 
o technology incentives 
o rate of technological change 
                                                 
3 http://marketingteacher.com/Lessons/lesson_PEST.htm 
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In later years the PEST analysis has been expanded to cover to additional areas, 
Environmental and Legislative, to form the full acronym PESTEL. However, for 
the purpose of this marked study we feel that the Legislative aspect correlates 
closely with the Political one, and that the Environmental aspect is less important. 
We will therefore use the classic PEST model in our external analysis. 
  
 
2.3 Key Success Factors 
 
In our project we will determine certain Key Success Factors (KFS) for the French 
market. KSF’s are elements and characteristics that a company must master and 
inhabit in order to successfully be an actor in a market4. The management of a 
company must be aware of the key success factors in a market in order to be 
competitive on the elements that are critical for the participants. In this project we 
will determine which characteristics Art Nor must obtain in order to successfully 
become an actor on the French HoReCa market for pre-prepared seafood 
products. 
 
 
2.4 Strategic Group analysis 
 
A strategic group is a number of market participants that “pursue similar strategies 
with similar resources”5. Strategic group analysis is used to provide an overview 
of the market using chosen variables. The tool is used to understand the 
competitive environment and competitive dynamics of a market. Companies with 
similar structure, culture and bases of strategic choices tend to act coherently in 
the market. The grouping is therefore interesting because companies that find 
themselves in the same strategic groups are most often direct rivals, with 
overlapping target audience and similar distribution channels or systems. The 
negative aspect of the strategic group analysis is that it only incorporates two 
variables to present the market structure. This might lead to a different market 
mapping than is the fact if one uses other variables. This is important to keep in 
                                                 
4 Strategic Management and Business Policy: 91 
5 Strategic Management and Business Policy; 88 
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mind when presented with an illustration of the strategic groups for the French 
market. 
 
 
2.5 Porters Five Forces model 
 
Michael Porter provided a framework that describes an industry as being 
influenced by five forces. These forces are then ranked from the most to the least 
influential to the industry, market or activity that one analyses6. The five forces 
Porter identified were: 
• Bargaining power of suppliers  
• Threat of new entrants 
• Threat of substitutes products 
• Bargaining power of buyers 
• Degree of rivalry 
The model is illustrated in appendix II and has also been revised since its making, 
adding a 6. Power – government. We choose to include this addition to the model 
because as we will see the French government is highly involved in the fish 
industry. Porter’s five forces, like the PESTEL, is a broad analysis tool for the 
macroeconomic structure of a given industry or market and the negative aspect of 
the model is that it only presents the current market structure. We therefore 
choose to use both PESTEL and Porters Five Forces in order to give a broader 
understanding of the market and the dynamics of change in the market. 
 
 
2.6 Value Chain- analysis 
 
The Value Chain- analysis is a tool used to provide an understanding value- 
adding activities for a product, a company or an industry7. In this project we will 
use the Value Chain- analysis both for Art Nor in order to provide a more 
thorough internal analysis than the SWOT might provide, but we will also use it 
to describe the competitors in the market in order to perform a more beneficiary 
                                                 
6 http://marketingteacher.com/Lessons/lesson_fivefoces.htm 
7 Strategic Management and Business Policy: 111 
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competitor analysis. The Value Chain- analysis is a description of the activities 
that provide added value to the product in question, in our case pre-prepared 
seafood products. We will therefore use both corporate- and industry Value 
Chain- analysis in our project on Art Nor. The Value Chain is composed by to 
major elements: Primary activities and Support activities. 
 
Primary Activities: 
• Inbound logistics is the handling of raw materials  
• Operations is machining and manufacturing the product 
• Outbound Logistics is warehousing and distribution of finished product 
• Marketing and sales is the marketing- and promotion mix and 
management of the distribution channel 
• Service is all after sale activities connected to the sale of the product 
Upstream activities of a firm are production oriented (inbound logistics and 
operations) and downstream activities are market orientated (outbound logistics, 
marketing and sales and services) 
 
Support activities: 
• Firm infrastructure is the general management and strategic planning 
• Human resource management is the training, development and 
maintenance if human resources in the organization 
• Technology development is the R&D and improvement of product and 
process improvement within the organization 
• Procurement is the purchasing of production factors and equipment 
Michael Porter’s Value Chain is illustrated in appendix II. 
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2.7 Nine Windows - Model for strategic choices in international 
markets 
 
The model is composed by to components: “The ability of internationalization” 
and “the international characteristics of the industry”8. The “international 
characteristics of the industry” is derived from globalization forces and the 
international competition structure, both external factors. The international 
competition structure is based on direct competition as described in Porter’s Five 
Forces, strategic groups and their international contribution and organizational 
strength.  
 
The globalization forces are driven by three factors in particular. These factors 
are: 1) National protectionist deregulations like subsidies, customs and import 
taxes. 2) Nationalistic consumer behavior concerns the preference of national 
actors and products before imported goods. 3) Consumer preference: consumers 
have a purchase tradition that is different to the product or producer in question.  
 
The International capability is derived from three factors: 1) International business 
culture, 2) market share in reference market and 3) market network. The 
international business culture includes the attitudes and experience of the 
management and their language skills. A high market share in the reference 
market can lead to economics of scale and therefore a cost efficient production 
that can leverage the price in the market. The market network references to both 
the domestic and international relationship with suppliers and buyers, distributors 
and target audience. After analyzing the company’s ability of internationalization 
and the international characteristics of the industry, the model determines the 
strategic options for the internationalization process.  
 
                                                 
8 Internasjonal markedsføring: 156 
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The International capability and the international characteristics of the industry 
determine the international strategic alternatives available to the company. The 
alternatives can be illustrated and classified by the 9 strategic windows described 
in the book “Internasjonal Markedsføring” by Carl Arthur Solberg. 
 
9 strategic windows9 
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2.8 Strategic Problem Definition (SPD) 
 
The term “Strategic Problem Definition” is a strategy tool that derives from the 
SWOT analysis. The SPD sums up the findings of the SWOT in a question, which 
will be answered by the strategic analysis and recommendation10. It is a way to 
better understand the current problem or dilemma we are being faced with.  
An example of a Strategic Problem Definition could be:  
 
“How will company X use its superior technology and market understanding to 
overcome their weakness of low capital inflow and low market shares in their 
home market to achieve their international expansion, and at the same time avoid 
the threat of being copied by a competitor?” 
 
 
2.9The Good Export Circle 
 
The Good Export Circle describes the internationalization as a process where the 
international corporate culture of each company develops step by step. This 
happens through the development of Positions, Competence as well as improving 
orientation within the organization. The Good Export Circle seeks to classify how 
far along the internationalization process a company is at the moment to better 
understand what it will face in the future.  
 
The Good Export Circle11 
                                                 
10 Markedsføringsledelse: 141 
11 Internasjonal Markedsføring: 145 
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3.1 Methodology and data collection 
3.1.1 Purpose and objective  
 
The objective and problem definition for the data collection and analysis is 
described earlier in the project, and we will now explain the choices for collecting 
data and the background for these choices. 
 
The objective of the analysis undertaken in this project is to determine the 
structure of the French HoReCa market for pre-prepared seafood products. We 
will determine the key success factors the actors must inhabit in order to succeed 
in the market and the best way of entering this market. We will determine the 
structure of both the final B2B client and the distribution link of the value chain, 
and determine the consumer behavior and purchase determination process.  
 
3.1.2 Research design 
 
An analysis of this format can basically undertake three different designs: 
Explorative, descriptive and cause-result design12. The explorative design is used 
when the existing knowledge is limited and understanding the area that is to be 
analyzed. A descriptive design is beneficiary when the analyst has knowledge of 
the area and wants to describe the situations to be analyzed. A cause-result design 
is used when a co-dependent relationship between two factors is to be proven. 
Cause-result design is used in experiments and often in the medical industry. 
When one is to choose the format of an analysis and the tools to use, it is 
important to establish three basic pillars of analysis. The first element is the 
already existing knowledge of and experience with the topic that is to be 
examined. That means that the less you know about a subject, the more 
explorative the design of the process is likely to be. The second aspect one has to 
take into consideration is the amount and quality of theories already existing to 
describe the field that is to be determined and the third element is the ambition the 
                                                 
12 Metode og Dataanalyse: 58 
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analyst has for the work. The higher the ambition, the deeper the understanding 
and cause-result desire will influence the design of the analysis13. 
 
In this analysis we have chosen an explorative approach and design to determine 
the market structure and some key success factors. The explorative design is used 
when the initiator has limited knowledge about the market, and when the objective 
is to generate insight and understanding of the driving and influencing forces of a 
dynamic market14.  
 
3.1.3 Qualitative data collection 
 
When one conducts an analysis with an explorative design there are to primary 
ways of collecting the necessary data; In-depth interviews and focus groups. In 
our project we have chosen to gather data for the analysis by conducting in-depth 
interviews with key personnel in the target market and the distribution link. We 
have chosen not to base the analysis on focus groups because of the method’s 
requirements from the moderator and the time management in the industry. 
Gathering key personnel from different restaurants, hotels and distribution 
elements would in our opinion be too difficult to achieve due to the geographical 
dispersal of the participants. The reason for choosing in-depth interviews is 
because of the practicality with regards to the participants schedule and it is also a 
good way of gathering and benefiting from the personal experience of the 
interviewing objects. It is important to keep in mind that in-depth interviews are 
performed with a minority of the market and can therefore give a skewed image of 
the market and its dynamics. It is therefore important to bear in mind that it is 
difficult to generalize on the background of such a method of data collection, and 
treat the market as a homogenous entity based on results from in-depth interviews. 
We will explain this further in the analysis of the collected data from the 
participants. 
                                                 
13 Metode og Dataanalyse: 70 
14 Metode og Dataanalyse: 59 
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3.2 In-depth interviews  
 
In accordance with our explorative research design we conducted a number of in-
depth interviews with key personnel both in the HoReCa market and the 
distribution channel.  
 
3.2.1 Key Personnel in the HoReCa Industry 
 
We had extensive depth interviews with key personnel in the HoReCa industry to 
pursue our explorative research design, and our findings were revealing of the 
market structure and the basic consumer behavior of both the end consumers and 
the restaurant owners. The interview questions are described in appendix IV. All 
our interviewed subjects were familiar with both the sous-vide method of pre-
prepared frozen seafood, and all of them where currently utilizing this technology 
in their menus. The subjects had all heard of Norwegian fish and all of them had 
at least one dish on their menu with Norwegian seafood, Norwegian salmon in 
particular. Moreover it seemed most restaurants already used the sous-vide 
alternatives when it came to non-fresh seafood.  
 
When it came to the quality of the Norwegian seafood they all responded that they 
perceive it to be of better quality than most French fish, and admitted that there 
was a high demand for Norwegian seafood (especially salmon).  
 
When it comes to the decision making process of which products to purchase, all 
the hotel restaurants we asked replied that there was general guidelines for the 
menu issued centrally in the hotel chain, but the choice of raw material, brands 
and specific menu composition was up to each hotel’s head chef. 
 
When asked where they purchased their raw food, several were unwilling to 
answer. The majority however answered that they frequently (4-5 times a week) 
go to the big warehouses Metro, Promocash or Davigel. These warehouses are 
located in the vicinity of all major French cities and are all-in-one stops for 
restaurants, carrying everything from cutlery, chairs to a vast variety of food 
exclusively for restaurants and other businesses. The ones that did answer the 
Franco-Norwegian Program - Grenoble Graduate School of Business 06.06.2008 
Side 23 
question reassured us that this is where 95 percent of the HoReCa industry gets 
their raw material. Some of the warehouses offer on site delivery as well. It is 
quick, convenient and easy they said. 
 
When asked if they had any preference or loyalty to any brands of frozen/sous-
vide seafood they all said that they were fairly happy with the current selection at 
the warehouses, but they would not mind trying something new. It was pointed 
out that it was the cooking and garniture that made the difference, not so much the 
brand. They did however say that they were fairly price sensitive to changes on 
prices since their profits would be directly affected with their menus pre-set.  
 
When asked if they kept fresh fish in their inventory the response was more 
diverse. Some restaurants that specialized in seafood purchased certain dishes 
fresh daily to be able to keep a higher standard than other restaurants. All of the 
subjects responded that they kept either all or part of their inventory in 
frozen/sous-vide state. This, they said, makes the projection of sales on a daily 
basis easier. Some also underlined the importance of being able to buy bulk, 1 
meal packages of sous-vide seafood to facilitate the preparation. 
 
3.2.2 Key Personnel within Distribution companies 
 
The majority of the French wholesale market is characterized by a cash and carry 
concept, where the actors in the HoReCa market visits the outlets and purchase 
the desired products. Deliverance of products is also common, but the cash and 
carry concept is the best implemented and most frequent one. The wholesale 
market is presumed to consist of about one hundred actors of different size and 
geographical coverage, and the market can be divided into two main categories: 
national and local presence. The national actors are expected to have a market 
share of approximately 80% and the local importers and wholesalers 15% of the 
market. Metro’s customer base for food is 80% restaurants and the rest hotels and 
catering, where hotels have the majority. It seems like a persistent trait of the 
industry that restaurants are the main market and audience for the large national 
wholesalers. The local wholesalers on the other hand have a more geographically 
determined client portfolio and not so much one determined by client 
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characteristics. The distribution channel is integrated in most of the large 
companies, providing them with the opportunity to serve their markets with fresh 
products. The decision making process for the national wholesalers is centralized 
and the producer selection process is influenced by both price competitiveness and 
product diversification in the portfolio. There is also a differentiation in the 
product’s country of origin in the wholesaler’s product range. 
 
The clients are showing a change in behavior from fresh products towards more 
pre-prepared products, but the majority of the business is still based on fresh 
seafood products from the Mediterranean and Atlantic Ocean. The trend seems to 
be slower in France than in most of the other European markets when it comes to 
this change in behavior. This is due to the importance of “cuisine” and food 
traditions that are a culture heritage in France. 
 
The smaller and more local wholesalers and importers have a stronger presence in 
the sous-vide market than the larger actors in the industry where the fresh/ frozen 
percentage is more skewed towards fresh seafood products. The sous- vide market 
in France is dominated by international producers that are highly competitive on 
price and product diversification. Norwegian producers like Leroy Seafood and 
Marine Harvest are major actors in the market and are well known to both the 
wholesalers and their clients. Norwegian products in general have a high 
recognition in the French market and are well known for being a high quality 
product based on the very best of raw material. Especially Norwegian salmon is 
well represented and recognized in the French market. 
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4.0 
External analysis 
The B2B market for sous-vide seafood 
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4.1 PEST analysis 
 
4.1.1 Political 
 
When looking at the French B2B market for pre-prepared seafood products, two 
major political entities influence the market. The first is the French government, 
who issues taxes, import restrictions, customs and fishing policy. The other 
political entity that regulates this market is the European Union. The European 
Union sets import restrictions on the EU as a whole, and therefore also determines 
limits in the import rules for France. The EU rules on taxation are very difficult to 
alter due to the requirement of unanimity on the Council of Ministers on matters 
concerning tax harmonization. Information about taxation and Norway - EU 
export quotas are found in appendix V and VI. 
 
France supports their agriculture heavily with subsidies for local farmers to retain 
their position on a market influenced by international prices and standards. The 
same policy can be found in the fishing industry. The French government gives 
subsidies to French fishing companies so they can remain competitive. They also 
set strict import taxes on the fish being imported into France, limiting the price 
competition on the national market, and favoring the French products. This is 
however, a common policy throughout the world when national products are 
being threatened by foreign, low cost, import. France has recently added another 
tax (2%) on sales of seafood in French supermarkets and plans to use the expected 
80 billion Euros derived from that to modernize and upgrade the French fishing 
fleet15. This tax is heavily criticized for its double-subsidy effect, and is currently 
under review by the European Union. 
 
4.1.2 Economical 
 
The French economy is suffering from a large deficit in its balance of payments 
(2.7%) and a public debt of 64.2% of GDP16. France has almost reached the 
                                                 
15 http://www.fhl.no/article2723.html 
16 http://www.economist.com/research/backgrounders/displayBackgrounder.cfm?bg=851402 
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ceilings imposed by the EU’s Stability and Growth pact, and is following the 
world’s negative economic trend with USA in the forefront. The rising expense of 
food and energy together with rising inflation has made the French consumers 
nervous and lowered consumer spending17. Meanwhile, the Norwegian 
government reports that the Norwegian economy is continuing its upward 
fluctuation, maintaining the Norwegian currency strong against both the dollar 
and the euro18. This is good news for Norwegian imports, but rather tough for 
Norwegian export to for example France. This constitutes a less positive 
prospective for Norwegian seafood companies exporting to France. That being 
said, France is still the number one importer of Norwegian seafood products19. 
 
4.1.3 Social 
 
The French consumer differs in many ways from the Norwegian one. These 
differences are manifested throughout the value chain of this industry. First of all, 
French consumers eat out more frequently than Norwegians do, up to several 
times a week. Secondly, the French are a proud people that believe the French raw 
material and prepared food is among the very best in the world. This often results 
in a preference for French products when it comes to choice of food. However, as 
we discovered in our interviews, it seems that there is a general acceptance for 
Norwegian seafood, especially salmon. This can also be traced to the various 
restaurant menus around France. It is rather rare to see salmon on a menu not 
being followed by the word “Norvégienne”, to indicate its superior quality. 
Furthermore, it seems that the overrepresentation of Norwegian seafood in French 
restaurants is a result of customer demand. This is somewhat different in the south 
and west of France. Near the coastline they have good supply of fresh seafood at 
markets every morning, and the Norwegian fish seems less well-known. 
 
The clients in the business to business food industry are the restaurants, hotels and 
catering that provide seafood in their menus. This group of clients seems to be 
                                                 
17 http://www.dailytimes.com.pk/default.asp?page=2008\02\23\story_23-2-2008_pg5_42 
 
18 http://www.regjeringen.no/nb/dep/fin/pressesenter/pressemeldinger/2008/hoykonjunkturen-
fortsetter-i-norsk-okono.html?id=511405 
19 http://www.fhl.no/article2723.html 
Franco-Norwegian Program - Grenoble Graduate School of Business 06.06.2008 
Side 28 
defined by a frequent purchase pattern and fairly price sensitive due to the fact 
that any fluctuation on input price directly affects profits. Another thing that 
influences their purchases is their ability to project their sales for each day, 
keeping their raw materials as fresh as possible. Traditionally, restaurants needed 
to go to a market every morning to by fresh food for the rest of the day. In recent 
times technologies such as frozen and pre-prepared food has made this process 
easier. Now, with pre-prepared food, a restaurant can keep much of its food 
inventory for a longer time and use less time in preparing it. These technologies 
are already acknowledged and increasingly adopted as prices and availability of 
fresh food rises. Especially in inland France it seems that customers want their 
seafood to be storable and easy to prepare. Another growing trend is the 
packaging of food, frozen or not, in 1 meal packages to ensure longer storage 
capabilities and easier preparation. 
 
4.1.4 Technological 
 
The technical aspect of the environmental influences concerns the production 
method and distribution systems. The sous-vide production method was 
developed in France in the 1970’s and is well known in the market. The products 
provide the HoReCa market with a great deal of flexibility and simplicity with 
warehousing and storage. The other production methods are crusted and frozen 
products like fish fingers and simply frozen raw material like fish filets. The 
development of new production systems will improve economies of scale and 
improve competitiveness in the market. Just-in-time delivery is also an important 
technological aspect. This allows the distributors to keep a smaller product 
inventory and provide increased market intelligence for the producer. 
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4.2 Key Success Factors for the French market 
 
4.2.1 Distribution channel 
 
The French market is determined by several Key Success Factors that the actors in 
the market and potential entrants need to master and control. The first KSF is the 
distribution channel. In order to reach the large market for sous-vide products, the 
producers need relationships with a well known and successful distribution 
partner. This partner needs to have an extensive customer base, and the 
infrastructure to handle frozen products. The French distribution market is made 
up by different institutions with different qualities. The first, and most important, 
differential is the geographical coverage of the distributor. The French market is 
dominated by Metro, Promocash and Davigel, the former with a 30% market 
share in the HoReCa market. These are the major players of the industry with a 
dominant position. The decision making process in these to distribution 
companies are centralized, which reduces the local influence and adapting to 
geographical differences. Metro is, like mentioned earlier, the dominant actor in 
the industry, but they currently have a policy not to deliver products to their 
clients. The fact that they deliver products directly to the target audience is an 
advantage for Promocash, Davigel and the third faction of the market: the local 
distributors. Local distributors, like Lachenal in Grenoble, have an extensive 
client portfolio and a long lasting relationship with the target audience. They also 
have the largest market share on sous-vide seafood products. Art Nor AS is 
focusing on mid-range hotels and restaurants, and these are often family owned 
and managed. The decision making process of these clients are therefore local in 
contrary to the hotel chains that have a more centralized structure. 
 
4.2.1 Price 
 
The second KSF for the French market is price of the product. There are 
possibilities of differentiation according to quality and other product features, but 
price will always be a factor in a target market with as high direct competition as 
the French HoReCa market. 
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4.2.3 Product quality 
 
The third KSF we would like to emphasize based on the market analysis is an 
actual and perceived high quality product that is communicated in a proper way. 
The French food industry is very concerned with the quality of the raw material, 
and Art Nor has to be perceived to have products of a relative higher quality than 
the competition already in the market. 
 
 
4.3 Porters Five Forces 
 
According to Porters Five Forces we have determined the influencing factors from 
1-6, where 1 is the most influencing element: 
 
1. Degree of direct competition rivalry 
2. Threat of substitute products 
3. Governmental influence 
4. Bargaining power of buyers 
5. Bargaining power of suppliers 
6. Threat of potential market entrants 
 
1) The direct competition is the most influential force in the competition 
dynamics because it is made up from a number of actors, many of them 
international companies with a strong foothold in the market. The large 
international actors have a strong financial base and economies of scale 
make them resistant to price changes in raw materials. They have an 
existing distribution network and large product specter that make them 
interesting to the distributors. Like mentioned earlier the distribution 
network is a Key Success Factor in the market.  
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2) Substitutes are a vital influence in the market due to the access to fresh 
products and frozen products produced with other methods than sous-vide 
production method. 
 
3) Like mentioned in the PEST analysis the French government is taking 
protectionist measures manifested by production subsidies to the fishing 
industry. The subsidies give the suppliers of fresh seafood products higher 
margins and make them more price competitive 
 
4) The buyer in Art Nor’s case would be the distribution network in the 
French market manifested by Metro, Promocash or local distributors. They 
have a large specter of possible suppliers due to the number of direct 
competitors and can therefore select from a number of producers that 
deliver products of similar quality, price and quantity. 
 
5) Supply of raw material is vital to the actors in the market, but scarcity of 
fish and seafood resources is not the most dominant factor in the value 
adding process. The scarcity is however increasing and that increases the 
importance of access to raw material in the future. Art Nor is resilient to 
this trend on the background of its proximity to the ocean areas in the 
Nordic Sea and North Atlantic Ocean. 
 
6) The threat of potential market entrants is in our opinion the least 
influencing factor because the market is so well established and the 
possibilities of differentiation is limited. Price differentiation is limited due 
to pushed margins in the business and the economies of scale that the 
major actors benefit from. 
 
 
4.4 The value adding process 
 
We have chosen to illustrate the value adding process in the distribution channel 
in the following model: 
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Each participant in the process has its own independent value chain, and together 
they represent the process from raw material to final client. The inbound logistic 
for each participant would of course be different since they are different types of 
institutions. Raw material for the raw material provider will be fishing equipment 
and its final product would be the rinsed and slaughtered fish. This would again 
be the inbound logistics for the producers of sous-vide products for further 
distribution. 
 
 
 
4.5 International characteristics of the industry  
 
This is one of the two major analysis factors we want to analyze to be able to 
suggest a suitable strategy for Art Nor. It is a component of Solberg’s model of 
the Nine Windows that describes the different internationalization strategies. The 
“International characteristics of the industry” consist of two variables; 
“International competition structure” and “Globalization forces”. 
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4.5.1 International competition structure 
 
The seafood industry in France is highly competitive with large multinational 
companies such as the Icelandic Alfesca group (holding Labeyrie, Delpierre and 
Adrimex), the Italian Bolton group (Saupiquet) and the recent Norwegian Marine 
Harvest (the result of a merger of Pan Fish, Marine Harvest and Fjord Seafood). 
The French giants are often more diversified in their product line and offer other 
kinds of food and processing methods (such as Fleury Michon and Tipiak). To 
better understand the compositions of the competition we have used a strategic 
group analysis. 
 
4.5.1.1 Strategic group analysis 
 
The variables we have chosen for our strategic group analysis are product range 
and degree of international presence. This is because the variables are easy to 
compare and the information is easily obtained. We also believe that it gives a 
beneficiary profile of the market based on the Key Success Factors we have listed 
earlier. 
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As we can see, there are two main clusters of competition in the French market. 
There is also a cluster consisting of local sous-vide producers with limited 
turnover comparing to the international actors in the market, but due to its 
geographical and local characteristic the information gathering about these actors 
is very difficult. It is important to mention that the strategic groups are consisting 
of direct competitors and not the substitution products. When to determine the 
competition structure of the industry it is important also to consider the threat that 
we have described in Porter’s Five Forces. 
 
 
4.5.2 Globalization Forces 
 
There are several different globalization forces in this market. Some of them point 
towards more globalization, others points towards a more protectionist market 
structure. Firstly, the French government controls the French market through 
subsidies, import quotas and taxes. This makes the French seafood industry less 
exposed to foreign import and weakens the natural competition. Then there are the 
clear preferences in the market towards French products in general. The French 
consumers seem to prefer French product over imported ones. This is a general 
trend that holds true in most of the French consumer markets. However, we can 
identify two main reasons behind the demand for foreign seafood: 
 
• Lower price 
o Fishing in more lucrative water with more modernized equipment 
as well as lower labor cost and higher fishing quotas often make 
foreign import of seafood cheaper than domestic products. 
• Perceived superior quality 
o There seems to be high customer demand for seafood from 
Norway, Iceland and Scotland which they perceive to be of 
superior quality to domestic products. 
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4.5.3 Conclusion 
 
We have seen that the international characteristics of the industry are complex and 
competitive. On one side we can see that there are large multinational players that 
dominate this industry along with national companies who are more diversified 
and equally large and international. On the other side there is a big part of the 
market that still purchases their seafood from local markets, local fishermen or 
regional companies. To conclude we could say that the industry is characterized 
by a medium internationality. 
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5.0 
Internal analysis 
Art Nor AS 
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5.1 Art Nor Value chain analysis 
 
Art Nor’s value added activity in the sous-vide seafood market is characterized by 
upstream activity, in other words a production related added value. The 
connection and proximity to the raw materials and the production facility, together 
with its geographical location, is where the company has its competitive 
advantage. The human resources and their competence together with the physical 
infrastructure and procurement of raw material give the company a core 
competency in production. The focus for the internationalization process should 
therefore be on the downstream activities distribution and marketing. The 
distribution process is a Key Success Factor and should therefore be closely 
monitored by the company. After a distribution relationship is established, the 
marketing and post-purchase service could be maintained by the partner in the 
market according to Art Nor guidelines. The downstream activities can be 
successfully outsourced to the distribution partner in the market, and therefore add 
additional margin through the value chain. When it comes to the firm’s 
infrastructure, it is vital to have language competency in the organization. In 
France, the lingua franca is French, and the knowledge of the English language 
will be limited when communicating with both the distributor and the target 
audience. The language skills in the management are in our opinion sufficient due 
to the permanent employment and contribution from independent consultants. The 
language barrier will therefore not represent a major obstacle in the 
communication between the parties and can be used to create marketing 
capabilities together with a future partner in the market. 
 
 
5.2 International capability 
 
To continue our use of Solberg’s “Nine Windows” model we will now analyze 
Art Nor’s “International capability”. The “international capability” consists of 
three variables; International business culture, Market share in reference market 
and Market network20.  
 
                                                 
20 Internasjonal Markedsføring: 148 
Franco-Norwegian Program - Grenoble Graduate School of Business 06.06.2008 
Side 38 
 
 
 
5.2.1 International business culture 
 
A company’s international business culture can be defined as the attitudes, 
opinions and experience that dominate the company’s internationalization process. 
To better understand this culture within Art Nor we will incorporate another of 
Solberg’s models; the good export circle. 
 
5.2.1.1 The good export circle 
 
Art Nor has not yet developed the desired relations with partners abroad, and 
needs more analysis and business intelligence about the French market in order to 
improve their international business culture. The prices of the products are 
competitive and the production capabilities are good as we have shown through 
the value chain analysis. The orientation of the company seems to be more 
towards the products and not the market. The cultural differences between the 
Norwegian and French market are many and substantial, and have to be disclosed 
and thoroughly analyzed in order to get a good understanding of the consumer 
behavior in the market. The support from the management and the enthusiasm 
concerning the internationalization process is satisfying, but not enough to 
provide Art Nor with a strong international business culture to improve their 
ability to the internationalization process. 
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5.2.2 Market share in reference market 
 
Art Nor has a large market share in the northern part of Norway, which the 
company considers its main market. The market in the northern market, however, 
is not separated from the rest of the Norwegian market, and the market share in 
Norway a one market is therefore small. Norway has to be considered the 
reference market for the company, and the generation of economies of scale is 
therefore limited in Art Nor’s case. The modest market share in the reference 
market is not a response to the perceived product quality, but rather because of the 
life cycle of the company. 
 
 
5.2.3 Market network 
 
An international market network will benefit the company with both increased 
awareness in the target market, but also with increased market information and 
intelligence. A market network is also a motivating factor for the further 
internationalization of the company. Art Nor does not have a well established 
international market network at the moment, but the communication capabilities 
in the company structure, and the competition and desire for quality in the market 
make this achievable. 
 
 
5.2.4 Conclusion  
 
The international business culture derived from the Good Export Circle, Art Nor’s 
market share in the reference market and the company’s international network 
suggest a limited ability to internationalize the company and provide the French 
market with their products. We therefore determine Art Nor’s positioning low on 
the vertical axes in the “Nine Windows”. 
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6.0 
SWOT analysis 
Franco-Norwegian Program - Grenoble Graduate School of Business 06.06.2008 
Side 41 
6.1 Strengths, weaknesses, opportunities and threats 
 
Art Nor has a proximity to high quality raw material through its geographical 
location in the northern part of Norway. It has substantial upstream capabilities in 
the value chain and good managerial support of its internationalization objectives. 
It has a new production facility and skilled workforce that ensures a high quality 
product for the consumer. The initial weakness of the company is its market share 
in the reference market that prevents them from generating sufficient economies 
of scale. Another weakness is the relative size of the company relative to its direct 
competitors in the international market. The financial strength is lower than that 
of its competitors and fluctuations in price of raw material and influence on the 
profit margins is therefore more vital to Art Nor than for instance Marine Harvest. 
The close relationship with international partners is absent, and this is also a 
weakness in the internationalization process. The increased focus on obesity in 
France represents an opportunity for producers of seafood products. Sous-vide 
products do not contain conservation substances or salt and is therefore suited for 
the increased focus on health. The dining characteristics in France have changed 
over the years, emphasizing the benefits of pre-prepared food for the clients 
through cooking efficiency and the supervising benefits. Norwegian producers 
have a reputation in the French market of providing high quality products. The 
fact that there are relatively few Norwegian representatives in the market at 
present time can represent an opportunity of entering as a supplement to the 
already existing participants. The threats in the French market are the direct 
competition and the governmental interference and protectionism towards foreign 
exporting companies. The future potential raw material scarcity and 
environmental protectionist measures taken to preserve types of fish may 
represent an increase in raw material prices and influence the margins for the 
actors in the industry. The large companies with substantial economies of scale 
would be best prepared to adjust to the decreased margins and profitability. An 
increase in raw material would be difficult with a 100% pass through rate due to 
the potential substitutes in the market, like fresh seafood products. 
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Strengths 
– Upstream competency 
– Proximity to raw material 
– Product quality 
– Managerial support 
Weaknesses 
– Financial platform 
– Reference market position 
– Organizational size 
– Economies of scale 
Opportunities 
– Increased health focus 
– Consumer behavior change 
– Norwegian reputation 
– Low Norwegian competition 
Threats 
– Direct competition 
– French import policy 
– Raw material scarcity 
– Price pass through 
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7.0 
Strategic analysis 
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7.1 Strategic Problem Definition 
 
To formulate the strategic challenges and the main strategic problem we will 
conduct a Strategic Problem Definition. If we incorporate our knowledge from the 
external and internal analysis with Art Nor’s instructions for this market study, we 
end up with the following SPD: 
 
How can Art Nor use their proximity to raw materials, upstream competency 
and high quality products to overcome their relative weak financial platform, 
organizational size and low market shares in their reference market to achieve 
their goal to export to France, and at the same time survive the French 
protectionist economy and the extensive competition? 
 
 
7.2 Nine Windows 
 
To answer the strategic problem definition we must first complete Solberg’s 
“Nine Windows” model to identify the proper international strategy. If we 
combine the two fragmented models we used in the internal and external analysis 
we can see the model in its entirety. 
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The next step in the model is to use the data from this model to read Art Nor’s 
positions in the “Nine Windows” model. 
 
 
When we input the low international capability of Art Nor and the medium 
international characteristics of the industry we are left with the choice of pursuing 
a niche market in France. This is confirmed as a “winning” strategy by Michael 
Porters four basic competitive strategies, where “focus” and “differentiation” are 
marked out as two of the three winning strategies (the third being “overall cost 
leadership)21. 
 
 
7.3 Entrance strategy analysis 
 
Art Nor’s entrance in the French niche market is determined by the internal 
analysis and external influencing factors we have determined earlier in the 
assignment. “Internasjonal Markedsføring” describes the elements that exporters 
have to consider in order to determine the most beneficiary entry strategy in the 
market: Foreign Direct Investments (FDI) and local production22. 
 
                                                 
21 Principles of Marketing: 685 
22 Principles of Marketing: 685 
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Art Nor’s internal analysis and the company’s exporting objectives suggest a 
strategy with limited Foreign Direct Investment (FDI) and without local 
production. This is also based on the competition advantage and reputation of 
Norwegian raw material and products. The choice of representation is also 
influenced by the company’s objectives for the internationalization. If the 
objective is more quantitative, the exporter will benefit from a relationship with a 
well established and dispersed partner. If the objective is more qualitative, the 
direct involvement is necessary in order to secure a progressive learning curve. A 
combination of the two is of course possible, but a trade off will be the natural 
result. 
 
 
7.3.1 Means of representation 
 
7.3.1.1 Export-distributor 
 
A special kind of entrance strategy present in Norway at the moment, called 
export-distributor, is a company that buys Norwegian products and exports it to 
the international market. It is an easy ways of exporting your goods, but it has its 
limitations23. The contact between the exporting company and the target market is 
minimal and so is the learning effect the exporting company receives. The 
                                                 
23 Internasjonal Markedsføring: 199 
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financial risks are far lower with an export-distributor, but the drawbacks of this 
form of strategy are more influential. The contact with the local market is 
minimized, and does not match with Art Nor’s plans for internationalization. 
 
7.3.1.2 Importer 
 
An importer, like Metro, will contribute to the expansion through access to the 
target audience and geographical coverage in the French market. Art Nor will get 
access to market intelligence and client data that can contribute to an improved 
export circle and international business culture. The degree of involvement 
however will imply a lower learning curve than a more direct involvement. The 
importers like the large warehouses will also need incentives to initiate a 
relationship with a new supplier. The interviews we have conducted with these 
actors suggest a strict price policy, and Art Nor might have to compete on the 
price element with Marine Harvest and Leroy Seafood that benefits from 
economies of scale that Art Nor does not experience. Because of their centralized 
decision making process and magnitude in marked shares, the companies such as 
METRO will demand a product volume that Art Nor, based on the internal 
analysis, might not have the capacity to deliver. The importers will however take 
on the marketing responsibility and reduce Art Nor’s direct contact over the 
promotion of the products. 
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7.3.1.3 Agent 
 
An agent in the market will provide Art Nor with direct market intelligence and 
influence in the display of the company profile in a desired fashion. The export- 
agent compensation is most often a differential where reward is correlated with 
direct sales and other revenue increasing activities. The agent will therefore, in 
most cases, have a strong desire to increase the product and brand awareness in 
the market and promote sales on behalf of the exporter. The entry strategy is also 
very cost- efficient because the agent will already be present in the market. The 
proximity to the market will be sufficient, and provide the exporter with the 
desired market intelligence and feedback. This might again lead to an increased 
market orientation and more internationalized business culture in the “Good 
Export Circle”. It is important to outline that entrance via agent also represents 
certain elements of risk to the exporter. The first is the importance of selecting an 
appropriate agent in the market. The Principal- Agent theory24 states that the 
rational human seeks to increase personal gain, and that post contractual 
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opportunism can be prevented by screening and a comprehensive selection 
process as well as trust building incentives. 
 
 
7.3.1.4 Direct sales 
 
Exporting directly to the market has its advantages in lowering cost by removing 
the need for representation. Furthermore it accelerates the learning process 
considerably since the company is in direct contact with the market and its clients. 
The negative aspects however, are many and severe. First of all, the resources the 
company saves on not needing representation might be more than made up for by 
the cost of finding, maintaining and screening potential partners from the 
company’s home country. This is magnified by the size and complexity of the 
French market. The allocation of personnel, resources and time needed for this to 
be efficient makes it unadvisable for a company of Art Nor’s size. 
 
In the final determination of representation form and partner it is crucial to 
establish a relationship that is based on a similar perception of the objectives, and 
the tactics needed to reach these objectives. Due to the combination of 
quantitative and qualitative objectives of Art Nor’s internationalization and 
expansion in the French market, we do not believe that an entry strategy based on 
distribution from a Norwegian export institution will provide the company with 
the necessary learning and qualitative market intelligence from the market. A 
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direct selling strategy into the market requires a high degree of resource 
allocation, and might not give Art Nor the benefits of an already established 
relationship that the two last entrance strategies (agent and importer) can provide. 
 
 
7.4 Cultural differences 
 
Cultural differences are something one must consider when exporting to another 
country. An export relationship between Norway and France might seem to avoid 
cultural barriers, but even though they are relatively close geographically there 
might be several important differences. Richard R. Gesteland, a renowned 
researcher and bestselling author on the topic identifies distinct differences even 
within Europe. Norway can be said to be extensively “deal focused”, not having 
any aversions against doing business with complete strangers. France on the other 
side is far more “relationship focused” implying that who you know often decides 
who you can business with. Other factors such as France being an expressive 
culture versus Norway’s reserved, often perceived as “cold”, culture further 
implies that there are cultural differences to be aware of25.  
 
If an exporter wishes to handle the cultural problems that might occur, an agent 
could solve most of the problems. He probably has an already established industry 
network. This can facilitate the export process that the exporter would have 
problems doing by itself. By choosing a French importer one also deals with the 
problem efficiently (at least after the deal is signed), and it will only require 
moderate maintenance. 
 
 
7.5 Segmentation 
 
We have chosen to divide the French market based on three different bases of 
segmentation 
• Geographical 
• Organizational 
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• Company characteristics 
 
The coastal areas in France are well supplied with fresh seafood and the HoReCa 
market in these areas will not be a natural target audience for Art Nor’s 
internationalization. We believe that Art Nor should focus on the central and 
eastern regions of France. We recommend the following geographical areas: 
 
• Champagne-Ardenne 
• Lorraine 
• Alsace 
• Bourgogne 
• Franche-Compte 
• Rhône-Alpes 
• Auvergne 
 
The organizations Art Nor should focus upon will not include the more exclusive 
segments of the market. These institutions have a purchase behavior dominated by 
fresh raw material and will not be as concerned with the cost- efficiency of sous-
vide products. Neither should Art Nor focus on the large distribution networks in 
the market, this is because it will be hard to provide the distributors with a 
substantial incentive to include the products in the already existing sous-vide 
seafood portfolio. This would also not be consistent with the strategy to pursue the 
niche markets. We believe that Art Nor therefore should focus on the local and 
regional wholesalers that are more niche-oriented. 
 
Most of the large hotel chains do not have a centralized purchase structure, and it 
will therefore be more beneficiary to pursue these entities locally rather than 
nationally. Therefore we recommend that all approaches made by the 
representative are made on the local level, increasing the brand awareness and 
image in the last part of the products distribution process. 
 
The primary target audience for Art Nor will be the HoReCa market of the 
medium segment. Typically this will be 2-3 star hotels and medium range 
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restaurants. This is also consistent with Art Nor’s presence in the Norwegian 
market. 
 
This target audience is measurable, accessible, substantial, differentiable and 
actionable and therefore satisfies Kotler’s five requirements for effective 
segmentation26. 
 
 
7.6 Positioning 
 
The positioning of Art Nor in the French market is determined by what entry 
strategy they choose to pursue. In order to differentiate Art Nor’s product from its 
competition, it must choose an appropriate marketing strategy. We will use Philip 
Kotlers 4 P’s Product, Price, Promotion, Place27 and two additional variables; 
Service and Brand Image, to describe ways of differentiation. In every 
internationalization process a company will have to consider whether to adapt the 
marketing mix to the local market, or pursue a standardized marketing mix for all 
markets. A standardized marketing mix will be more cost-efficient, but it requires 
a more homogeneity between the markets than a more adapted marketing mix will 
require. We will now try to define the most suitable marketing mix for the two 
alternatives. 
 
7.6.1 Importer 
 
Big importers like Metro, Promocash, Davigel, etc. will require an incentive to 
accept Art Nor in to their product portfolio. It is vital that Art Nor is able to 
differentiate themselves from the already existing Norwegian seafood exporters in 
such a way that the importer finds them a valuable addition to their already 
established brands and product portfolio. The product origin, overall quality and 
technology have become industry standards that does not offer many ways of 
differentiation. Art Nor could however differentiate on labels, image, service and 
promotion. A more exiting labeling/packaging together with promotional effects 
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could help build a brand image that was different from the already established 
actors. Price is another thing that could be altered. However, the already 
established competitors have large businesses with economies of scale and 
(probably) lower production cost. If the strategy to create a new brand image was 
adopted however, one could increase the price slightly compared to the 
competitors and position oneself as a more exclusive/exiting/innovative/pure/new 
brand and product. Although this might sound like a good idea it is a risky one, as 
the only competitive advantage you would present to the importer would be the 
differentiated brand image. 
 
7.6.2 Agent 
 
If the exporter chooses to use an agent upon entering the French market, there are 
many ways of differentiating oneself to create a unique position in the market. 
The exporter can choose whether it wants to be represented locally, regionally or 
national. France is a large country, and even a local area or a region would be big 
compared to the market Art Nor operates on today. Furthermore there is still the 
option to either be a low cost provider of pre-prepared seafood, or to build a brand 
image through more exiting labeling, packaging, promotion and advertising, or 
any variation of the two. An agent can handpick the places he feels matches the 
company’s image and profile best. This way the company can have more control 
over its internationalization process and learn from the French market.  
 
In both cases, the marketing mix would have to be adapted on certain key aspects. 
The language and brand name should communicate a message interpretable in 
French and should also communicate place of origin. This way, Art Nor can 
directly communicate its Norwegian heritage and therefore quality association.  
                                                                                                                                     
27 Principles of Marketing: 67 
Franco-Norwegian Program - Grenoble Graduate School of Business 06.06.2008 
Side 54 
 
 
 
 
 
 
8.0 
Recommended Strategy 
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When we look at the different strategies available concerning entrance strategies, 
positioning, and differentiation together with our external and internal analysis we 
can give our recommended strategy for Art Nor upon entering the French market. 
In this final part of the market study we will justify the reasons behind our 
strategic choices and give our recommendation for the company. 
 
 
8.1 Entrance strategy 
 
We agree with the “Nine Windows” model that states that the most beneficiary 
course of action is to seek international niche markets. This is confirmed by Art 
Nor’s goals of internationalization together with its capabilities as a producer and 
its financial situation. Furthermore, this strategy does not hinder or lead Art Nor 
away from becoming a leading player in the French seafood market in the future 
in any way, it only facilitates a smooth introduction. Moreover, as we have seen 
from the external analysis there are many big competitors, national, international 
and Norwegian, that claims their positions in the market fiercely. It seems to us 
that a confrontation with any of them would be unadvisable. The financial state of 
the French economy together with the new import tax on seafood creates an even 
higher cost of export and further lowering the margins, making a price war a 
devastating option for Art Nor in its early stages of internationalization. 
 
 
8.2 Choice of representation 
 
The choice of representation is influenced by the choice of seeking a niche 
segment. It would seem logical that an agent should be the optimal choice. The 
degree of control, the learning curve and the variety of differentiation and 
positioning tools available makes this our recommended strategy. The problem of 
pre-contractual opportunism can be solved through thorough screening and 
personal recommendations. The Norwegian export council in France (Innovasjon 
Norge) is well used to request on this topic and would most certainly be able to 
help find a good agent that matches Art Nor’s requirements. The post-contractual 
opportunism is something one has to live with regardless which form of 
representation one chooses and should be countered by monitoring, rewarding and 
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controlling ones counterpart while building trust and a good working relationship. 
It might be worth noticing that the cultural differences between France and 
Norway may indicate a need for a more personal relationship between Art Nor 
and its agent, which needs to be maintained and nourished, than what is stated in 
the contract. 
 
The agent in the French market will contribute to the value adding process as the 
representative of the exporting company, in this case Art Nor. The agent is the 
only form of representation that does not have any direct ownership of the 
product, and does therefore not contribute in the direct value adding process of the 
product. We have illustrated this in the model below: 
 
The agent will contribute to the process through his own network in the market 
and maintain and increase brand image and service quality in the process. The fact 
that the agent does not have direct ownership of Art Nor’s products makes it even 
more important with a proper screening process. This will be to reduce the 
possibilities of post- contractual opportunism and also ensure a promotion in line 
with the existing brand image and desired positioning in the market. 
 
We have determined that the primary distribution system for Art Nor will be 
representation by agent and working towards local distributors. This is because 
this is the most beneficiary way of reaching the target audience. The secondary 
distribution system will be representation by agent who then sells directly to 
customers. The primary distribution system is preferable because it is more time- 
efficient and reduces the contact points in the market significantly. 
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8.3 Marketing mix 
 
8.3.1 Product 
 
The product Art Nor offers is a generic seafood product line with limited means of 
differentiation. The key aspects that are customizable are the packaging and 
labeling of the products. The packaging should be differentiated in a way that 
communicates a high quality product with clear associations to the Norwegian 
heritage and origin. Furthermore the labeling and brand name/slogans must be 
translated so it communicates Art Nor’s message clearly in French. 
 
8.3.2 Price 
 
The strategies we recommend suggest a price slightly higher than the competition 
average to build up under the aspired image of high quality. However, the pricing 
must consider the price elasticity of the HoReCa market, where changes in the 
price directly influences the profit per dish.  
 
8.3.3 Place 
 
Art Nor’s representative in the market will establish customer relations in the 
main areas of the regions described under chapter 7.5. The inventory will be 
stored in Norway until shipment date. The representative should strive to 
implement “just-in-time” delivery contracts with the future clients.  
 
8.3.4 Promotion 
 
The promotion in the French market will be handled by the agent and should 
always emphasize the Norwegian origin of the products and the quality perception 
it represents. The promotion element of the marketing mix should be adapted to 
the French market within the guidelines given by Art Nor and should be 
standardized to ensure a consistent communication throughout the market. 
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8.3.5 Brand Image 
 
The brand image Art Nor, in our opinion, should strive to achieve is one of high 
quality with focus on pureness, Norwegian heritage and experience. By 
positioning the company in this way one seeks to differentiate Art Nor’s products 
from the other Norwegian exporters through qualitative values instead of 
quantitative measures. 
 
8.3.6 Service 
 
Set aside from the traditional marketing mix we would recommend Art Nor to 
strive to differentiate itself on service. This would consist of close relationships 
between the agent and the distributors carrying Art Nor’s products. Maintaining 
and nourishing relationships with its clients would consist of following up the 
progress, giving information about campaigns, educating the staff, give positive 
feedback and sales incentives. 
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Appendix I 
 
 
 
 
 
Model for strategic choice in international markets (Metode og Dataanalyse: 148) 
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Appendix II 
 
 
 
 
 
Michael Porter’s value chain 
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Appendix III 
 
 
 
The good export circle 
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Appendix IV 
 
Questions for the distributor/wholesaler 
 
1. How large is your market shares? 
2. Which markets are your main focus areas? 
3. Are you a market leader in any niche/specialized markets? 
4. Do you have capacity to handle pre-prepared seafood products? 
5. What seafood products do you have? 
a. From what producers? 
6. Do you carry any brands that produce pre-prepared fish products made by 
the sous-vide method? 
a. If yes, which? 
b. Do you carry these brands exclusively? 
7. Are you carrying any Norwegian products in your product portfolio? 
8. Are you familiar with Norwegian seafood products in general? 
a. If yes, which products/suppliers? 
9. What is your impression of the quality of these products? 
10. Can you elaborate on the selection process that the producers must 
undertake to be a part of your product portfolio? 
11. Are you present in any form of seafood related forums? 
a. If yes, which? 
12. How would you describe the French market for seafood? 
a. Who are the main actors, and how would you describe the 
competition dynamics? 
 
 
Questions to the end consumer (restaurants, hotels and catering) 
 
1. What are your monthly revenues? 
2. How would you describe your targeted segment/customer base? 
3. What would be your approximate percentage of seafood products? 
4. Do you use fresh or pre-prepared seafood products? 
a. If both, what percentage of pre-prepared? 
5. Do you use pre-prepared seafood products? 
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a. If so, do you have a regular supplier? 
b. If yes, which supplier is this/are these? 
c. If multiple, do you have an exclusive supplier of fish? Who? 
6. Are you familiar with Norwegian seafood products? 
a. If yes, how would you rank the quality of the products on a scale from 1-
5, where 5 is the highest score? 
7. Would pre-prepared products made after the sous-vide method be of interest? 
Would pre-prepared seafood products made after the sous-vide method from 
Norway be of interests? 
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Appendix V 
 
Extraction from “Tolltariff til EU 2008” pages 36 to 4028. 
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Appendix VI 
 
Circular quotas status report 30.05.200829. 
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